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How should we motivate people? 

 We are moving away from rule-based, left-
brain, boring work. 

 Rule based work leaving: 

Outsourcing. 

Computers: quicker, cheaper. 

 USA job growth.  

30% of job growth: algorithmic (routine) work. 

70% = heuristic (creative) work. 

 Summary:   

Work = more creative and less routine 

 Can be more enjoyable…and self-directed. 



How to motivate v2.0 

 Teresa Amabile: (HBS) 

 External rewards and punishments can work nicely for 

algorithmic (routine) tasks…. 

 These measures assume people dislike their tasks. 

 

 

 

 

…but are devastating for heurisitic ones. 

 Solving novel problems, creating something new. 

Why would you monitor someone who is totally engaged in 

their ‘fun’ work? 



fact 

America now has 18 million ‘non-employer 

businesses’. 

No bosses =  

nobody to manage or motivate them. 

 Externally initiated motivation is not a 

consideration. 



 33.7 million people in the USA telecommute at least 

one day a month. 

 14.7 million do so every day. 

 Organizations are becoming: 

 Leaner. 

 Less hierarchical. 

 Less day to day management. 

 Companies need people who are self-motivated. 

 Ultimate example of self-motivated:  Wikipedia.   

 (In 2009 Microsoft shut down Encarta). 

Manager 



The problem with If-then rewards 

 Example:  If you sell 10 cars this month I’ll 

give you a $2000 bonus. 

Focus on short term. 

 Cost to the long term. 

 If-then becomes only goal. 

 Example:  pay a kid to learn math. 

Diligent in the short term. 

 Lose interest in math in the long term. 

 Intrinsic motivation undermined. 



87 participants in study, Madurai, India. Pg 40 

 Toss tennis ball at target, unscramble anagrams, 

recall string of digits. 

 3 levels of reward: 

Group 1:  1 day pay 

Group 2:  2 weeks pay 

Group 3:  5 months pay 
 

 Result.   

 Second group matched performance of first group. 

Third group lagged all others. 

 



Karl Duncker 

 Candle, some tacks, 

 book of matches. P42 

 Task: 
Attach the candle to the wall so that the wax 

doesn’t drip on the table. 

 To solve it, people need to overcome ‘functional 

fixedness’.  They need to be creative.  
 Edward deBono:  proponent of ‘lateral’ thinking. 

Group 1: Timed 

Group 2: Timed with Incentives.   

 Result: Group 2, 3.5 minutes longer! 



http://upload.wikimedia.org/wikipedia/en/d/d6/Genimage.jpg


What is going on? 

 Rewards narrow focus. 

 Rewards are good when 

there’s a clear path to a 

solution. 

 But if-then motivators are 

terrible for challenges like 

the candle problem. 



Teresa Amabile. p44 

 23 professional artists.  
Collected commissioned and 
noncommissioned artwork.  

 Art evaluated. 

 Result?  

Commissioned 
works rated significantly 

less creative. 

 Technical quality the same. 

 Artists felt more constrained 
when doing commissioned 
works. 

 Art becomes ‘work’ vs ‘joy’. 



Art students tracked after graduation 

 The less evidence of 

extrinsic motivation 

during art school = 

More success in 

professional art several 

years after graduation 

and 

20+ years later. 

http://akheilshah.com/wp-content/uploads/2010/01/Graffiti_art_Dusseldorf_Germany.jpg
















Summary 

 For artists, scientists, inventors, 

schoolchildren, and the rest of us, intrinsic 

motivation—the drive to do something 

because it is interesting, challenging, and 

absorbing—is essential for high levels of 

creativity.  But the ‘if-then’ motivators that 

are the staple of most businesses often 

stifle, rather than stir, creative thinking.  

As the economy moves toward more 

right-brain, conceptual work--as more of 

us deal with our own versions of the 

candle problem—this might be the most 

alarming gap between what science 

knows and what business does.  P 46 

 Artists, scientists, inventors and 

school children are creative 

when something is: 

 Interesting 

 Challenging 

 Absorbing 

 ‘If-then’ rewards stifle. 

 Our economy is moving 
to more right-

brain/conceptual work. 

 ‘Rewards’ need to be 

adjusted. 
 

Better 



Goal setting leads to unethical behaviour. 
p50 

 Sears imposes sales quota on auto repair staff: 

 Result:   
Overcharged customers 

 Unnecessary repairs. 

 Enron sets lofty revenue goals: 
 Bankruptcy. 

 Ford wants to hit a certain weight for a car at a 
certain price: 
 Ford Pinto blows up as safety is neglected. 

 2008 Market meltdown.   
 Zero down.   

 Big commissions 

 Debt was sold off to ‘others’. 



Only the destination matters…. 

 Executives drive for quarterly 
earnings bonus. 

 Secondary school counselors 
doctor student transcripts so their 
seniors can get into college. 

 Athletes inject themselves with 
steroids to post better numbers 

and trigger performance 
bonuses. 

 9.79 (11:32 CBC video report) 

https://www.youtube.com/watch?v=X2aeV3fIUDo


Warning: 

“Goals may cause systematic problems for 

organizations due to…  

narrowed focus 

unethical behaviour 

increased risk taking 

decreased cooperation 

and decreased intrinsic motivation.   

Use care when applying goals in your 

organization.” 

What would 

Mintzberg 

say? 



Alternative:  intrinsic motivation. 

 The reward:  deepening learning, 

delighting customers, doing one’s best. 

 

No shortcuts here! 

Can’t be unethical because the person 

who’s disadvantaged isn’t a competitor 

but yourself. 



if-then rewards vs Mastery 

 School children paid to solve math 

problems go for the easy ones. 

 Students who get a prize for reading 

three books won’t read the fourth. 

 Paying people to exercise, stop 

smoking or take their medicines 

produce terrific results at first….  

 

 Roger Federer.  Good example of 

mastery even though he will never 

attain it. P58 



P59.   

Seven deadly flaws of carrots and sticks. 

 Extinguish intrinsic motivation. 

Diminish performance 

Crush creativity 

Crowd out good behaviour 

 Encourage cheating, 

shortcuts, and unethical 

behaviour 

Addictive 

 Foster short-term thinking. 



Routine tasks 

 Rewards can provide a small motivational 

booster. 

 Rewards do not undermine people’s intrinsic 

motivation for dull tasks because there is little 

or no intrinsic motivation to be undermined. 

 Next, how to do it right. 

….but you have to read the book. 






